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ABSTRACT 

The influence of institutional culture on the 
selection of college presidents was investigated at three Catholic 
colleges sponsored by women's religious communities. The concepts of 
institutional saga and culture were used to describe the dynamics at 
work in presidential selection , The constant comparative method and 
triangulation (i,e,f using multiple data sources to verify findings) 
were used to analyze institutional data that included transcripts 
from taped interviews, field notes, and copies of documents. While 
all three colleges used the same rational search committee process, 
the dynamics of the search were determined by institutional values, 
key institutional events, and the attitude of the college community 
toward the incumbent. At one of the colleges, where institutional 
culture was very strong, the presidential search was direct and 
straightforward. Another college that had a moderately strong culture 
also had an uncomplicated search. The weak culture of the remaining 
college meant there was no unified perception of the institution or 
the qualities of the leader that was needed. In the three cases, the 
general strength of the culture affected the clarity and focus of the 
search process, (Sw) 



************************************************************** 

* Reproductions supplied by EDRS are the best that can be made * 

* from the original document, * 
*********************************************************************** 



The lafluecice of Institutioaal Culture on 
Presidential Selection 



U.S. OEPAfTTWENT OF EDUCATION 

EDU(yniONAL_RESQyRCES INFORMATION 



CENTER {ERIQ 



jhis documftnr ha 3 befln ;ePrQfjL<«<] a a 
r«^«iv9d from ihfl PerlOn or OfQArtiJAtiOn 
Orpgmdlhng 'I 

□ Minor Changfli rta^^ been made to pn>{>rav« 
rODroduction quality 

* (^Ointsol vpew Qroppnioni Haled in miidocu 
m«nt do nol n«c»&ari^v r6pr»ertl offrciat 
OEri poiitidn DT »liCy 



Eileen M, Ko Ima n 
Assistant Ac a demi c Dean 
College of Mount St, Joseph 

Donald Hoss ler 
Assistant Professor 
Educational Leadership 
Indiana University 

Michael Pe rko , S ♦ J . 
Associate Professor 
Foundations of Education 
Loyola University of Chicago 



"PERMlSt-lOM TO flEPROOUCE THIS 
MATERIAL HAS BEEN GflANTEO BY 



TO THE EDUCATIONAL RESOURCES 
INFORMATION CENTER (EfllCI," 



o 
o 



ERIC 



Francis Catania 
Dean of the Graduate School 
Loyola University of Chicago 



Paper Deli ve red at ASHE Conference, San Diego, CA, February 1987 



BEST COPY AVAlLAbLt 




ASSOCIATION 
FOR THE 
STUDY OF 

HIGHER EDUCATION 



The Ceorge Washington 
Unive sity 



One Dupont Circle, Suite 630 
Washington. D C. Z00^6~l\fi^ 
,202) 296-2597 



This paper was presented at th3 Annual ^iceti^g 
of the Association for the Study of Higher 
Education held at the San Diego Hilton in 
San Diego, California, February lA-17, 1987, 
Thic paper was reviewed by ASHE an , was judged 
to be of high quality and of interest to 
others concerned with the research of higher 
education* It has therefore been selected to 
be included in th:i ERIC collection of AS^E 
conference papers* 



Annual Meeting ♦ February 14-17, 1987 
San Diego Hilton ♦ San D^ego, California 



ERIC 



3 



The In f luence of Tn^c i tut iona I Culturre on Prgs idential S e lect ion 

The purpose o£ this research was Co undcrrstand Kow institutional culture 
affects the selection of ccllege presidents. The concepts of institutional 
saga and culture are used to describe the dymanics at worrk in pres id<intial 
select ion at chrei. case s^udy ins t i tut ions* Tr iangu let ion and Che cons tan t 
comparative method were used to analyze institutional data which included 
(1) transcripts from taped intarviewSj (2) field note;:;, and (3) copies of 
documents* While all three colleges used the same rational search committee 
process, the dynamics of the search were determined by (l) institutional 
values, (2) key institutional events, and (3) the attitude of the college 
community toward the incumbent. Analysis of institutional culture is an 
important dimension for explaining presidential seleC ion. 



Objectives 

The purpose of thLs research was to uaderstaad how Last Ltut ioaa 1 culture 
affects the selectLoa of college presLdeacs. ThLs study sought to LdeatLfy 
Lns t Ltut Loaa 1 character Lst Lcs aad ceaters of Laflueace whLch lead to partLcuIar 
patterns of outcomes La the selectLoa of presLdeats at three Las t itut Lotis * 

PerspectLves 

The coacept of LastLtutLoaal culture Ls descrLbed by a iiumber of authors 
wrLtLag oa hLgher educatLoa aad for broader audLeaces. la applyiag the coacept 
of culture to colleges aad uaLversLties , Burtoa Clark Cl97l) has used the term 
LastLtutLoaal saga. He defiaes the LastLtutLoaal saga as "a uaLfied set of 
publLcly expressed belLefs about the formal group that (a) Ls rooted La hLstory, 
Cb) claLms uaLque acconapl Lshmeat , aad (c) Ls held wLth sentLmeat by the group*' 
(1975, p. 99). The importaat phases of the saga for Clark are Laitiatioa aad 
fulf Lllmeat. Pettigrew (1979) also takes a loagitudLaal vLew of culture aad 
relates Lt to the actioas of the fouader aad the amalgam of belLefs, Ldeology, 
laaguage , ritual aad myth. 

Receatly, corporate cultures have also beea the focus of atteatLoa for a 
aunaber of authors iacIudLag Deal aad Keaaedy (1982), Peters aad Watermaa (1982) 
aad ScheLa (1985). Both Deal aad Keaaedy (1982) aad Peters aad Waterman (1982) 
assert that the streagth of orgaaL^at Loaa I culture, that Ls the values aad 
belief systems that characterLze the orgaaizat Loa , plays aa Lmportai;t role La 
deterniLaLag the success of the orgaaLza t Loa* ScheLa (1985) suggests that the 
relatLoashLp betweea culture aad orgaaizatLoaal activitLes Ls a complex oae* 
He Ladicates that culture both shapes aad Ls shaped by leaders aad other members 
of the orgaaizatLoa. Maslaad (1985) aad Dill (1982) have focused oa colleges 
aad uaLversities aad belLeve that culture iaflueaces the maaagerLal style aad 
dec Lsioa prac t Lees Lii these Las t Ltut Loas. 
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SLace the presLdeat is not simply the chLef admLaLstrator of a college or 
uaLversLty but the symbolLc embodimeat of the LastLtatLoa (Kauf fman . 19pO -ad 
Kerr^ 1984), the occasLoa of choosLag a oresLdeat is aa Ldeal t Lme to examine 
the Last Ltut Loaal culture, PresLdeatLal selectLoa i-s aa extremely crucLal 
process (Kasoa, 1984) ia uhLch the eleraeats of history, mLssLoa^ pouer ^ coatrol^ 
aad Last Lt at Loaa I character Lst Lcs Lateract to Laflueace the selectLoa aad thus 
affect the future of tho college or uaiversLty. 

Methods 

After coaductLag a survey of 40 CatholLc colleges which had chosea presL- 
deats betweea 1982 aad 1985, three of these iastLtutLoas whLch are spoasored 
by uomea's relLgLous commuaLtLes were selected 3S case study sLtes* SLte 
vLsLts of at least eLght days were coaducted at each LastLtutLoa. TechaLques 
of semL-st ruct ured aad uastructured Laterviews, observatLoa^ aad docutneat 
analysis were used to explore the culture aad the search process. 

Data 'vas aaalyzed us; Lag qualitatLve methods suggested by Bogdaa aad 
BLklea CJ-?82) aad i- Zlaad (1971). Traasc rLpts from all setnL-st rue t ured Later- 
vLews, aotes from ^ill observatLoas aad uastructured LatervLews, aad all 
pertLaeat document raaterLal were dLvLded Lnto small uaLts each dealLag wLth 
oae piece of Laformat Loa . The major task was thea to code each element of 
data accordLag to codLag categorLes. The process of establLshLag codLag 
categories had three t Lme frames: at the outset of the study, durLag the 
process of the case studLes, aad durLag the formal analysLs of the data after 
the sLce vLsits, 

The coastaat comparatLve method (Glaser aaa Strauss, 1967) was used to 
LdeatLfy the relatLon:;hLps betweea the culture aad the selectLoa process. 
Data LacLdeats were categorLzed aad recategorLzed uat LI theoretLal properties 
"of the category "emerged. 
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TrLangulat ion (DenzLn , 1 970 ) increased the re 1 Labi L Lty of the f LadLngs by us Lag 
multLple data sources to verLfy fLndLngs* 

Data Sources 

The three colleges st udLed are Cathol Lc Lnst Ltut Lons sponsored by cotn~ 
munLtLes of women relLgLous, They are located Ln the East and MLdwest> have 
enrollments of between 1000 and 2200 students, had balanced operatLng budgets 
at least two of the pajt three years, and had constant or LncreasLng student 
enro llment s. 

The qualLtatLve data analyzed consLsted of three bodLes of materLal: 
(L) transcrLpts from all taped LntervLews, (2) fLeld notes f'roin the Informal 
intervLews and from observa t Lons , and (3) copLes of documents and notes taken 
from documents , 

The taped LntervLews were conducted with key persons Ln each LnstLtutLo^i 
LncludLng: search committee members, sponsorLng body leaders, the chaLr of 
the board, and the presLdent* Many other LntervLews were conducted Lnformally 
wLth members of the college community* ObservatLons Lncluded a wide range of 
LncLdents from the physLcal aspects of the grounds and buildings to formal 
and informal events. The documents which were examined included but were not 
I imited to : search committee minutes , col lege catalogues , miss ion statements , 
minutes of board of trustees meetings, president's annual reports, self^studies 
for accreditation, and college histories* 

In the analysis of the data^ a number of categories helped to identify 
important attributes of the institutional culture. Some of these categories 
were: key events, heroes, programs, students, symbols, and relations with the 
sponsoring religious body (SRB)* Based on examples given by Clark (1971, 1975)» 
Pettigrew (1979), Deal and Kennedy (l982), and Masland (1985), the distinction 
~ " was also made between strong well focused , cultures and those which exhibited 

lack of continuity or showed discrepencies and were therefore weak. 
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In analysis of the S(?arches, some of the categories whLch emerged were; 
prLoricLes, LnfluentLal persons or groups, key issues, and frustrations. Th ^ 
final phase of analysis was Co explore the links which existed between the 
dynamics of the search and the saga and value: of the institution. Collef;e A 
was obsessed with the process of the search becau je of an earlier unilateral 
presidential appointment. College B hid a s*r^arch marred by conflict related 
to conflictis over the mission of the college. The search at College C was 
dominated by concerns for fund raising gen^^rated by the financial crisis which 
dominated its saga. 

Rer ults 

Each of the institutions sCudie'i has a distinctive institutional culture 
which is the product of its hisrory and contemporary circumstances. College 
A has the stron^^estj clearest culture and is cl3sely tied to its SRB, Its 
Catholic, women'Sj liberal arts, traditional image is clear and permeates the 
campus. It is residential and somewhat parochial with loyal alumnae and a 
stable faculty. Because it is small and h,.s been sc^ole in location and 
mission^ its style is distinctive. It possesses three o£ the four criteria 
which Clark (l980) identifiers in a str< ig culture: small size, in^.egration 
and age. The institutional heroes come from the ranks of the SRB. A trauaiatic 
presidential appoi^'jment in 1972 percipitated the reorganization o£ al\ gover- 
nance s truct ures . 

College B lias a weak culture because of its lack of continuity and iiitegra- 
tion caused by changes inmissionj programs end clientele. It does possess some 
of the attributes Clark (1980) identifies in strong cultures. The small size 
o£ the institution and its long history^ closely identifie' with the SRB and 
local community, contribute to its saga. Its Catholicism is liberal, humanistic 
and ecumenical; and at times it has emphasized its Christianity tc the exclusion 
of its Catholicism* It has a comu^itment to egalitarian and participatory 
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goveraaace. College B Ls beLag pullecl La many dLrectLoas at the same tLme, aad 
its receat past Ls eclectLc. *the eKLsteace of dLvisLve f^iccLoas aad rapLd 
dLvers L£Lca t Lon work agaLast a cohes Lve cul-ure. 

The LascLtutLoaal culture of College C Ls moderately stroag despLte the 
fact that Lc Ls aot rooted La age aad tradLtLon* It; culture Ls cohesLve be- 
cause of Lts small sLze, Lts LaregratLoa aad Lts crLsis of re^bLrth at a aew 
locatLon dur Lag the 1960s, The heroes of College C corae from the raaks of the 
faculty who were Lastrumeatal La Lts re^bLrth. The struggle to survLve 
fLaaacLally, to attract a aew clLeatele, aad to redefLae Lts goveraaace La 
relatLoa to the SRB have coatrLbuted to Lts saga aad sease of achLevemeat . 
College C Ls vLtal aad vLbraat but Lt Ls aot rooted ia tradLtLon aad Lts appeal 
Ls to the practLcal rather thaa the aesthetLc. 

The structure aad process of precLdeatLal selectLoa are based oa a 
ratLoaal model aad there Ls a great deal of uaLformity across LastLtuLoas. 
last Ltut Loaa 1 culture, oa the other haad, affects the dyaamLcs aad partLcular 
characterLsti.es of the search, la the three cases studLed, almost all of the 
sLgaLficaat dyaamLcs La the search process were ILaked ia some way to the 
Lnst Ltut Loaa 1 culture. Whether the culture Ls stroag or weak, Lc has aa ^.a- 
fluence oa the search process aad the fLaal selectLoa. 

Ia College A, where the Las t Ltut Loaal culture Ls very stroag, the search 
was dLrect and straLght forward . The values of a tradLtLonalj CatholLc, ILSeral 
arts educatioaj as symbolLzed by the SRBj are clear aad geaerally accepted by 
most coast Ltueats , Aa SRB presLdeatj educated La the liberal arts aad wLth ^vei 
20 years of servLce at the Las t Ltst Loa , Ls a clear embodLmeat of the values of 
College A, 

BesLdes values, key Las t Ltut Loaal eveats also Laflueace the presLdeatLal 
selectLoa process. These t^veats caa be understood as a part of the LastLtutLon^ 
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al saga. For College A, turmoil surrouadiag the presidential appointment of 
1972 changed not only the way presidents are selected, but the governance 
structure of the institution. 

College Bj on the other hand ^ has a weak culture which manifested itself 
in the factious nature of the search committee. There was no unified perception 
of the institution or the qualities of the leader that it needed. Some members 
of the College B community are grounded in the traditional values of the 
institution. College B had been committed to the fine and liberal arts, women's 
education, liberal Catholicism and egalitarianism. With declines in enrollment 
and the consequent shift in programs and clientele, these values longer 
constitute a shared ideology. The arts had to make room for professional 
programs^ and men as well as women are now to be educated. Some believed the 
college was so ecumenical that it was no longer Catholic, Finally, the struc- 
tures which maximize participation and seek consensus are not effective in 
dealing with crisis. College B has no shared value system, and the selection 
of a president definitely meant that some values "won" and others "lost." 

At College B, a board of trustees' decision in 1979 to accept male stu- 
dents and to emphasize five professional programs is a key event which captures 
the conflicts of mission and direction which characterize College B. This is 
not to imply that these decisions were wrong, for without them continued 
enrollment declines may have led to the college's dissolution. These 1979 
decisions do, however, symbolise the division which exists there. 

College C, which has a moderately strong culture, had an uncomplicated 
search. There may have been disagreements on particulars, but the committee 
members had a common perception of the institution and the qualities it needed 
in a leader. 

Traumatic events which occurred at College C during the late 1960s marked 
its re-birth as a new and different institution from its female academy prede- 



cessor. The coaceras over fiaaaces aad the core of faculty who have served at 
the iastitutioa siace those days of re-birth are two importaat forces ia College 
C*s saga aad the 1982-83 presideatial search. Specifically, there was a preoc- 
cupatioa with presidential caadidates who could assure fiaaacial stability 
thrr>ugh s uccess f ul fuad ra is iag , 

la these three cases, the geaeral strength of the culture affected the 
clarity aacl focus of the search process. Some of the most iraportaat compoaeats 
of the iastitutioaal culture which emerged are shared values aad the key eveats 
ia the iastitutioaal saga, 

Aay study uacovers iaterestiag results which are uarelated to the iaitial 
purpose, la :his case ^ aa elemeat which became part of all of the presideauial 
searches was the iaflueace of the iacumbeat presideat, Iq aoae of the thjree 
iastitutioas was there aa effort oa the part of the iacumbeat to choose her 
successor, but rather the attitude of the college commuaity toward the ia*- 
curabetit affected the search. The iacumbeats' streagths were takea for graated 
aad their weakaesses became aa issue ia the search. At College A, a termiaal 
degree became aa absolutely aecessary credeatial because the iacumbeat felt 
haadicapped without oae. College B forgot that decisive presideatial leader- 
ship had el imi aat e d a a o pe r a t i ag de f i c it aad re ve rs ed ear o 1 Ime a t de c I i ae s j a ad 
it chose to seek a uaifier. The admiaistrative aad maaagemeat skills of the 
iacumbeat at College C were hardly meatioaed as the committee sought a fuad 
raiser. While the admiaist rat ioa of the iacumbeat is aot the prime iaflueace 
Oa the search process, who the presideat is aad how he or she i.^ perceived by 
the college commuaity does have a beariag oa the qualities which are sought ia 
the successor , 
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Cone Lus ions 



In these three case studies, almost all of the sLgnifLc^nt dynatnLcs in the 
search process are ILnked in some way to Che Lns t i tut Lona 1 culture. Any issue 
which became significant in the presidential search was grounded in the institu- 
t ional saga , va lues and cu Iture _ Unders t anding the inst itut iona L en Iture does 
not enable simple prediction o£ the next president^ nor is it clear whether 
there is a relationship between the strength of the culture and the fit between 
the president and the institution. However, understanding the calture does 
facilitate certain kinds of assumptions- Not only do the by-laws of College 
A mandate an SRB president, but the whole reality of the institution mandates 
such a choice- The aubiguity of mission and image at College B ^culd hardly 
produce a simple, non^controvers ia 1 search- College C could not be expected 
to choose ^n academic philosopher, but rather to focus on the practicality of 
fund raising- Institutional culture does have a profound effect upon the selec^ 
tion of the president, but the influence is not such that it lends itself to 
developing a predictive model* 

A number of other important questions remain to be auswired in future 
research- After a new president is selected^ how influential is the culture 
in determining "fit*' and effectiveness? Other studies should Jocus on the 
relation of the culture to decision makings resource allocation, distribution 
of power, and so forth- 



An important contribution of this study is the connection it reveals be- 
tween the institutional culture and presidential selection- In the three 
institutions studied, the real dynamics of presidential selection were neither 
random nor rational, but were strongly influenced by the culture of the 
institution- The significant event of presidential selection was not determined 
by rational deliberation but by underlying institutional values* 



Importance of the Study^ 




9 

On the practical levels ir would be helpful for boards of trustees and 
search commitr^es to examine the institutional culture before they embark on 
the process of selecting a president. In the study of organir-.at ions , an analy- 
sis of Culture should be added to the rationalj bureaucratic and political 
models which are currently used. 
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